WORKSHOP: RECRUITING AND
SUSTAINING A GREAT BOARD

October 26, 2011 1:00-4:00pm
Renton City Hall, Room 726

A workshop for agencies serving Renton.

SKCHS




Types of Boards

Recruiting the Right People

Keeping Board Members
Engaged


Presenter
Presentation Notes
Introductions: name, affiliation, and since we’ll be talking about boards today, tell us a little about your Board; who is on it, how many members, how engaged are they, who staffs the Board?


WHY BOARDS?
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Presentation Notes
The model is a little crazy when you think about it: successful nonprofits usually appear to be driven by passionate, talented leaders and staff.  And then there is the “Board” that require all sorts of attention and constantly have to be updated about what’s going on, but who don’t really do much.  They are often the least connected to the actual work of a nonprofit, but they make all the most important decisions.

Go back to the dashboard workshop and our car analogy. If a nonprofit is a car, I’ll be a lot of people think of the staff as the driver, and the Board as stoplights on the road (green light, red light that lasts forever, even if there’s no traffic, out of an abundance of caution).  

However, a better analogy is this: If a nonprofit is a car heading down the road, the staff is the engine, doing all the work, the dashboard gives you an idea of how things are going, funding and resources are the gas in the tank.  The Board is the driver.  Literally.  Responsible for making sure there is enough gas, keeping the insurance paid up, observing the rules of the road are obeyed, watching other cars out there, doing a thorough check-up on the engine from time to time.  Making sure the car doesn’t crash into anything.

Granted, we often don’t think of Board Members as being in the nonprofit driver’s seat, because successful boards usually hire a great staff and put the car on auto pilot.


Fiduciary Duty

©)
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Acting bona fide (in good faith)
Proper Purpose

Unfettered Discretion

Avoid Conflicts of Interest and Duty

Misuse of Nonprofit Property or Information


Presenter
Presentation Notes
So if we really are the cars in this scenario, then picking the right driver can be a tricky and delicate process.  Depending on circumstances, some nonprofits will want a race car driver, most will want a clean driving record, some will want to try out an inexperienced driver on their learner’s permit, and of course we all want a driver with a bunch of gas cards.

There are some minimum things all Boards MUST do.

First the legal…

From wikipedia “Board of Directors”:
Because directors exercise control and management over the organization, but organizations are (in theory) run for the benefit of the shareholders, the law imposes strict duties on directors in relation to the exercise of their duties. The duties imposed on directors are fiduciary duties, similar to those that the law imposes on those in similar positions of trust: agents and trustees.
[edit] Acting bona fide
Directors must act honestly and bona fide ("in good faith"). The test is a subjective one, and directors must act in what they consider is in the interests of the company, not what a court might consider to be those interests.[30] However, the directors may still be held to have failed in this duty where they fail to direct their minds to the question of whether a transaction was in the best interests of the company.[31]
[edit] "Proper purpose"
Directors must exercise their powers for a proper purpose. While in many instances an improper purpose is readily evident, such as a director looking to feather his or her own nest or divert an investment opportunity to a relative, such breaches usually involve a breach of the director's duty to act in good faith. Greater difficulties arise where the director, while acting in good faith, is serving a purpose that is not regarded by the law as proper.
Not all jurisdictions recognised the "proper purpose" duty as separate from the "good faith" duty however.[35]
[edit] "Unfettered discretion"
Directors cannot, without the consent of the company, fetter their discretion in relation to the exercise of their powers, and cannot bind themselves to vote in a particular way at future board meetings.[36] This is so even if there is no improper motive or purpose, and no personal advantage to the director .
This does not mean, however, that the board cannot agree to the company entering into a contract which binds the company to a certain course, even if certain actions in that course will require further board approval. The company remains bound, but the directors retain the discretion to vote against taking the future actions (although that may involve a breach by the company of the contract that the board previously approved).
[edit] "Conflict of duty and interest"
As fiduciaries, the directors may not put themselves in a position where their interests and duties conflict with the duties that they owe to the company. The law takes the view that good faith must not only be done, but must be manifestly seen to be done, and zealously patrols the conduct of directors in this regard; and will not allow directors to escape liability by asserting that his decision was in fact well founded. Traditionally, the law has divided conflicts of duty and interest into three sub-categories.
[edit] Use of corporate property, opportunity, or information
Directors must not, without the informed consent of the company, use for their own profit the company's assets, opportunities, or information. This prohibition is much less flexible than the prohibition against the transactions with the company, and attempts to circumvent it using provisions in the articles have met with limited success.
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Guide the Organization with Strategic Leadership

Fundraising & Financial Oversight

Hire & Evaluate the Executive Director
Board Diversity and Recruitment
Legal Considerations & Compliance
Bylaws and Governance

Self-Assessment


Presenter
Presentation Notes
More commonly nonprofits, all boards have these functions.

MAYBE can make sense to have 
Legal
Accounting/Finance
Marketing
Technology
(protect against the biggest threats of IRS Compliance, Embezzlement, & Scandal)

Quick note: there is TONS of information out there on Boards, and how-tos, and top tens, and books, and articles.  This workshop is focusing on some of the approaches that have been successful in my work in South County.  One of the best resources out there is our own local United Way: http://www.uwkc.org/partner-with-us/nonprofits/.  

Let’s talk about the different types of boards   
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Working / Programmatic Board

Governing / Policy Board
Fundraising Board
Technical / Constituency Board

Power Board
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Presentation Notes
Working / Programmatic Board – usually how most start
Governing / Policy Board – what board typically evolve into as they hire staff and get funding
Fundraising Board – everyone, collectively & individually, contribute to securing resources
Technical / Constituency Board – for organizations who use their board for technical skills or specific constituencies 
Power Board – more of a model for how the board functions, where members have high board skills, function efficiently, and can move quickly and nimbly when called upon to do so.

Activity: hand out 8-10 board rosters; identify what type of board each is




The best Board type for your organization

depends on:

® The size and budget of your organization

®  Your organization’s growth stage

® The direction your organization is headed in

® Specific needs and challenges your organization is

facing


Presenter
Presentation Notes
You want a board that fits your organization AND the direction your organization is headed

PROS & CONS of each:
Working / Programmatic Board – grantwriter, volunteers, unstable, burnout 
Governing / Policy Board – a range
Fundraising Board – a range
Technical / Constituency Board
Power Board


e.g., Community Board is not the best fit if you know you want to do a capital campaign in the next five years

Discussion: What types of Boards do people feel they have, what type do you want?

Transitioning to a new type of Board can be difficult (next slide)


Look at the Board you have; how far of a leap is it
to the Board you want? Transition is difficult.

©

©

Tie it to the mission!

Keep transparent (as much as possible)

Find 1-2 transitional Board Members to lead
Offer to bring serving Board Members along

Match your staffing to the effort



BOARD DUTY:
Governance

Formal
Members act as a body

Members are in charge and
lead the work

Members represent
community interests to the
organizations

BOARD DUTY:
Support
Informal
Members act individually

Members act with help and
direction from staff

Members represent
organization interests to the
community


Presenter
Presentation Notes
Via Blue Avacado / Jan Masaoka: http://www.blueavocado.org/content/governancesupport-model-nonprofit-boards 

Who to recruit?
Write up a recruitment plan based on duties and skills/support you need.  Identify what can be taught/learned, and what can’t.

Handout on recruitment plan: http://www.uwkc.org/assets/files/non-profit-resources/board-composition-matrix-pdf-version.pdf 


RECRUITING BOARD
MEMBERS

WANTED



Presenter
Presentation Notes
Do you just hang out a sign?  Take out an ad?






Should Include:

Specific duties (in general and by board
position)

Requirements necessary to fill those
positions

Fundraising and donation expectations

Time commitment and term


Presenter
Presentation Notes
Samples available on United Way website, boardsource, managementhelp.org, etc

(distribute United Way’s sample)

Be clear about whether or not there will be an application process?


It takes time

It is like fundraising, build the relationship

You will get turned down, but that can be a
good thing.

Start with who you know, but be mindful of
diversity on your Board

Consider a skeptic or two


Presenter
Presentation Notes
Hang a sign?  Take out an ad?

It’s a Board responsibility, but is oftentimes delegated to (or supported by) staff.

Handout: http://www.uwkc.org/assets/files/non-profit-resources/finding-prospective-board-members.pdf

Start with suggestions from Board, staff, and donors…
Look at peer organizations, who is on their boards?  
Think about your mission; who benefits (primary, secondary, tertiary?) – any allies you may be able to call upon
Think about your mission again; who has values similar to yours?

Ask electeds for help
Reach out to your connections with different cultural communities



Nominating committees can be useful in identifying
leads, building a Board Member pipeline, and
keeping Board positions full.

® Include 1-2 current Board Members
® A low-effort assignment
©® Easy ask for dignitaries

® Engages former members &



Presenter
Presentation Notes
Recruiting board members can be delicate, consider a nominating committee.

http://www.blueavocado.org/content/blue-ribbon-nominating-committee-your-board 


Prepare for rejection. Remember, it can be a
good thing!

You will need:

©

© ©®© 0 0

Job Description

Mission, vision, bylaws

Strategic Plan & Annual Report

Financials, Fundraising Plan, Major Donors

Staff Roster or Organizational Chart


Presenter
Presentation Notes
Practice first.
Consider taking someone with you (but don’t gang up on them)
If someone at your org has an existing relationship, have them do the ask.

Activity: pair up with someone and ask them to join your Board.
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Find out why each Board Member is serving

Board Orientation

Assign a “mentor”

Training opportunities for the Board

Make meeting content meaningful, not rote

Provide meaningful opportunities to participate
outside of Board Meetings


Presenter
Presentation Notes
After a prospective Board member says yes, our impulse is to celebrate and check that off our list.

But for the Board Member, the relationship has just begun: this is the point where your nurturing is most 


Find out why each Board Member is serving; what are they hoping to get out of their Board Membership?
- The job descript sets your expectations for them, this helps you learn what their expectations for the agency are.

Board Orientation
Board Orientation handout:
http://www.uwkc.org/assets/files/non-profit-resources/new-board-member-orientation.pdf


Assign a “mentor”

Training  - both individual and group

Make meetings meaningful, not rote
 - if you could have done it in an email, you’re doing it wrong
 - consider board meetings to be mini-conferences

Provide meaningful opportunities to participate outside of Board Meetings
 - volunteer opps (not just event committees)
 - attend events
 - conferences, professional development
 - do a board member only email once a month
 - this is like a marketing campaign, treat it like one.
 



Try to diminish fundraising anxiety

Build a culture of inquiry

Make sure Executive Director vs. Board roles are
clearly articulated to avoid conflict

Board self-assessments should be robust and
staffed (in-house or consultant).

Do teaming work at retreats and workshops


Presenter
Presentation Notes
Culture of Inquiry: http://www.boardsource.org/Spotlight.asp?ID=116.362

Board vs. Staff Roles: http://managementhelp.org/boards/index.htm#anchor1310595

Ideas for teaming exercises: 
 begin Board meetings with an intro, and say something about background, experience, or vision that might not otherwise get uncovered.
 don’t be afraid of using small group discussion with larger boards or committees
 have one Board Meeting a year be a potluck
 ask Board Members send in an article they’ve read recently that is relevant to the organization’s mission; distribute the list of everyone’s suggestions at the Board Meeting.
create social opportunities for Board Members on occasion 
 at a retreat, pair people up in two concentric circles, facilitator announces a question for the pairs to tackle in 3 minutes.  Then switch partners and move to the next question:
 How did you get your start in (your field)?  What brought you to this work and what keeps you here?
 What types of groups do you work best in?  What role do you typically take on in a group project? 
 How do racism and poverty impact your work? 
 How would you describe your leadership style?  Under what circumstances are you most successful as a leader? 
 What part of the strategic plan resonates most with you?  How do you see your expertise contributing to any particular strategy? 
 What do you think our greatest success story has been in the past year?  


United Way trainings that will be available this
fall: http://www.uwkc.org/partner-with-

us/nonprofits/trainings/

Boardsource, Managementhelp.com, Blue
Avacado, etc.

RANU (Renton Area Nonprofits Unite)

Nathan Phillips, Director

South King Council of Human Services
(206) 462-6643

nathan@skchs.org
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Find a list of all the capacity builders in the state at:
http://evans.washington.edu/research/centers/nancy

-bell-evans/nonprofit-and-philanthropy-
resources/support-and-training

A searchable directory of consultants and professional
services: http://501commons.org/directory#. It is still
being populated, but the listings have all been vetted.

Consider a skilled volunteer, through a matching
service like United Way or 501 Commons.

ONE-ON-ONE TECHNICAL ASSISTANCE FROM SKCHS
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